
Long-Range (Strategic) Plan

The first Long-Range Plan of the South Coast Rail-
road Museum was adopted by the Board of Trustees in
1994. Since that time, the plan has been revised and
updated periodically, as elements have been achieved
or new challenges and opportunities identified. Never-
theless, the basic goals of the Plan have remained un-
changed.

The Long-Range Plan has three broad, fundamen-
tal objectives, all vital to the achievement of the
museum's Statement of Purpose and to the very sur-
vival of the organization. They are: (1) building and
maintaining a strong organization; (2) professionalism
in collections care and management; and (3) excel-
lence and equity in programming.

To achieve these objectives, the Long-Range Plan
focuses on a single orienting frame of reference: ac-
creditation from theAmerican Association of Museums.
As the Long-Range Plan states, this approach was
selected because: (a) the accreditation process pro-
vides "specific guidelines and mileposts for achieving
each of these objectives" and a means whereby "spe-
cific elements of the Long-Range Plan can be devel-
oped and evaluated;" (b) "accreditation is a cleartarget
toward which all effort - on the part of trustees, staff,
and volunteers - can be directed;" and; (c) "accredi-
tation provides a mechanism - the reaccreditation
process - that will help ensure that objectives, once
achieved, can be properly maintained and nurtured."

The Long-Range Plan is expressed in a formal 10-
page document that includes a detailed year-by-year
implementation timetable, which covers each of the
three broad objectives, as wellas the accreditation pro-
cess, itself. The program is highly specific, delineating
66 distinct plan elements or goals, categorized by the
major objectives under which each falls. Each of these
individualgoals, which have been developed after re-
view of AAM's Organizational Self-Study forAccredita-
tion, has been placed on the implementation timetable.
Specificity of the Long-Range Plan is further enhanced
by the use of quantification where possible.

A brief discussion of each of the three major objec-
tives, along with a sample listing of a few of the spe-
cific goals under each (quoting from the actual language
or providing examples, where practical), should help to
clarify:

1. BüildinoAnd MaintaininoAstrono Orqanization is iden-
tified in the Long-Range Plan as "the ways and means
of achieving the museum's mission." This broad cat-
egory encompasses human resources (board, com-
mittees, staff, volunteers), physical plant (building,
grounds, insurance), financial resources (endowment

and income-generating activities), and governing and
organizational documents (policies and procedures, job
descriptions, Annual Plans, long-term plans, and Mas-
ter Plan).

Among the 33 specific Long-Range Plan elements
that seek to build organizational strength and stability
are:

. "Prepare written job descriptions for all committees;"

. "Establish a written procedure for trustee recruit-
ment and orientation;"

. "lmplement an annualtrustee/senior-staff retreat and
reinstate an Annual Dinner - to build solidarity;"

. "Conduct accreditation workshops for staff, trust-
ees, and volunteers;"

. "lncrease the endowment principalto $200,000."

2. Professionalism ln Collections Care And Manaoe-
ment

The Long-Range Plan argues that "the museum's
most important responsibility is the proper care and
management of the historical landmark and of the ob-
jects and materials that comprise the museum collec-
tions. The museum must be a conscientious steward
of the precious items that have been entrusted to it."
The Long-Range Plan has 13 elements related to col-
lections care and management. They include:

. "Review and update, if necessary the Collections
Management Policy;"

. "lntegrate all remaining CAP and MAP-Il recommen-
dations into upcoming Annual Plans;"

. "Establish a schedule and procedure forthe regular
inventory and inspection of the collections;"

. "Review and update the museum's Guidelines for
the Restoration of Goleta Depot.'

3. ExcellenceAnd Equitv In Proqramminq
According to the Long-Range Plan, "the museum's

exhibits and educational programs are the mechanisms
we use to share the collections and our accumulated
knowledge with visitors - today and in the years to
come. Those programs and exhibits should be based
on fact; they should be presented in a manner that is
effective and provocative; and they should be made
available to the widest possible audience, on a nondis-
criminatory basis."

There are 19 elements in the Long-Range Plan
under ExcellenceAnd Equity In Programming. These
include:

. "Develop and implement a program forthe effective
interpretation of the historical landmark."

. "lmplement recommendations from theAccess Un-
limited accessibility study (commissioned in 1996)
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to help ensure that persons with disabilities have
maximum access to museum programs and facili-
ties."

. "Review all museum programs involving the printed
or spoken word to achieve improved accessibility
for Spanish-speaking visitors. "

. "Restore and refurnish [Goleta Depot's] waiting
room, freight office, kitchen, bedroom, dining room,
and parlor, removing intrusive elements and elimi-
nating competing functions."

. "Devise and implement methods for evaluating the
accuracy, efiectiveness, and impact of all museum
programs. Establish a procedure for revising pro-
grams based on these evaluations."

In 1991 , the Board of Trustees established a Plan'
ning Committee, consisting of trustees, senior staff,
volunteers, and general members. The committee was
charged with the responsibility of conducting a system-
atic strategic-planning process and creating the
museum's first comprehensive Long-Range Plan.

Steps taken by the Planning Committee included a
critical word-by-word review of the Statement of Pur-
pose; a reexamination of the Master Plan; an exhaus-
tive itemization of museum needs and opportunities;
and the selection of themes, goals, elements, and a
basic strategy for the Long-Range Plan. The draft Long-
Range Plan was presented and approved in concept
by the Board of Trustees in 1993; the final version was
adopted the following September.

The review and evaluation of Long-Range Plan ele-
ments is a continuous process for the museum's sen-
ior staff, while the board reviews Long-Range Plan
progress on a periodic basis.

The director has used a variety of methods fortrack-
ing Long-Range Plan progress and ímpacts. These

o
methods include inÌãrviews, questionnaires and obser-
vations of visitor behavior, as well as demographic com-
parisons of actual versus potential audiences and stud-
ies of changes in museum audience through time. The
results of these assessments, in turn, has helped to
steer the Long-Range Plan process.

The Long-Range Plan has also benefited from com-
ments offered by members of the museum commu-
nity, who have reviewed the Plan in whole or in part,
during the peer-review processes that are an integral
part of the Museum Assessment Program and IMLS's
various grant programs.

A more formaland elaborate reviewwas conducted
in 1996 by the Planning Committee, resulting in a few
revisions and elemenþrescheduling within the overall
plan. lt is customary for elements that are unfinished in
their target year to be folded into the annual planning
forthe following year.

Another comprehensive review and revision of the
Long-Range Plan is underway at this time and should
be completed during 2005. While the plan's three fun-
damental objectives will remain unchanged, some
modifications to the list of plan elements and to the time-
table are anticipated. The new plan will extend out to
the year 2010, incorporating changes based on the suc-
cesses and failures of the current plan. lt is anticipated
that some new elements will be added to the revised
plan and that some of the unfinished elements will be
updated or, perhaps in a few instances, replaced.

The director is given considerable latitude to take
advantage of opportunities or respond to problems that
may arise; thus he may advance or postpone the sched-
uling of Long-Range Plan elements when necessary.
In general, plan elements involving only a nominalout-
lay of funds may be implemented by the director with-
out further review; others require board authorization.
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project Narrative, Arn¡ratÇrg theSoufh Coasf Railroad ,Ã.r* Volunteer Program

L Project Design: Describe the project and its goals.

Grant funds, if awarded, will be used to conduct a
comprehensive reformulation and revitalization of the
South Coast Railroad Museum's volunteer program. The
overall project goal is an improved and strengthened
volunteer program - one that is better able to meet the
audience needs and other challenges that the museum
faces today or will face in the years to come'

The project is an outgrowth of a 2004 needs assess-
ment, conducted by the museum director in response to
the critical importance of volunteers in achieving the
museum's mission, as expressed in the organization's
Long-Range Plan.

Recent events at the museum provided further
incentive for this preliminary assessment of volunteer-
program needs. Strains on the volunteer program have
resulted from marked increases in the numbers and
kinds of volunteerism at the museum, due largely to the
recent creation of a successful and growing internship
program in partnershipwith the anthropology and history
depãrtments atthe nearby Univ. of Calif., Santa Barbara,
coupled with the expansion of the museum's all-volun-
teeiguide program aboard Amtrak's Coast Starligñf train'
At thè same time, the need for more volunteers at the
museum site, itself, has grown at an even faster rate, as
the roles of our paid staff (especially that of the director)
have been shifting away from tasks that could be per-

formed equally well by volu nteers (Traditionally, the paid

staff has performed'fill-in'duties to back-up the volun-
teer corps, such as operating the train ride, sharing the
model-railroad exhibit, or manning the cash register
when a volunteer is unavailable.), in favor of more job-

appropriate administrative, planning, program-develop-
ment, marketing and fundraising activities.

Specific Proiect Goals
fne prel¡minary needs assessment focused on six main
areas of volun{eerism: (i) recruitment, (ii) orientation' (iii)

continuing education, (iv) supervision (v) evaluation and
(vi) retention. ltexamined the strengths and weaknesses
of the current program, leading to the identification of
nine key needs that were considered most vital to the
ultimate success of the volunteer program. They are:
1. lncrease Volunteer Numbers, Goal: A net increase
in tne nurnUer of volunteers by at least 12' (This would
cover all current staffing needs, with a small reserve and
without requiring any volunteers to give additional hours
beyond their baðic monthly commitment. Any increase of

mòre than 12 volunteers could be used to expand current
program schedules and offerings.
ä. ñecruit To Achieve Greater Diversitv' Goal: To

improve or¡r abil¡ty to relate to the everyday lives of our

aräi"n""s, and with the goal of expanding those audi-
ences, the museum should seek to add more volunteers
from segments of its community/audiences that are
under-reóresented in the current volunteer pool (includ-

ing Latinos, women, and parents of young children).
3. tmprove Volunteer Orientation. Goal: The museum
should provide a more comprehensive and uniform
orientation (e.g., welcome interviews, printed materials,
meetings, classes, activities) for all incoming volunteers,
regardless of their chosen area(s) of service.
¿.-Prov¡Oe lVlore eauc Goal: To
make our volunteers more effective in their educational
and other duties, and in recognition of the fact that the
volunteers, themselves, constitute an important museum
audience in their own right, the museum should focus
attention and energy of developing an improved program
of specialized and continuing education for its volunteers'
5. Update All Written Materials. Goal: A thorough review
and reformulation is needed forthe manywritten materials
(policies, forms, procedures, plans) that underlie and
support all aspects of the volunteer program.
e. Oevelop ¡ Proqra ' Goal:
Thãcurrent, inconsistent pattern of rewards & benefitsfor
voluntary service should be replaced with a formal incen-
tive program supported by a written plan and procedure'
7. Deveiop A Procedure ForVolunteer Retention' Goal:
The prevailing practice of largely ignoring the issue of
volunteers renewing their commitment should be recon-
sidered in favor of a more proactive retention procedure'
8. lmprove Supervision/Proqram Evaluation. Goal: To
enswe that the volunteer program is in accord with the
museum's standards of excellence and professionalism
(as these are expressed in the Statement of Purpose and
Long-Range Plan), the museum should develop a formal
program of volunteer supervision and evaluation'
b. Alchieve Greater Consistencv. Goal: In recognition of
the factthat many of the votunteer program's shortcoming
resu|tfromfai|urestobeconsistentacrosspersonne|or
staffing areas, and persistent through time, any compre-
hensivé redesign of the volunteer program should pay

close attention to these fundamenta!ly-important qualities.

These nine needs comprise the specific goals and
centra|themesoftheproposedproject.Eachwil|receive
additional attention in subsequent sections'

Methods Overview
fne proþct will be conducted in accordance with a set
schedulê and organized sequence of activities' These
project methods and procedures will be detailed in
beót¡ons 6 and 7, but can be summarized here'

Program participants will include all staff members
and the volunteers, themselves, museum visitors and
audience members, and other stakeholders (trustees,

financial sponsors, and museum members)' Many of
thesepersonswi||serveonasteeringcommitteethatwi||
coordinateprojectactivities.Theprojectwi||a|soca||upon
a number of outside consultants to provide objective
insight and to serve as project facilitators'

bata collection will include a literature review, inter-
views, questionnaires, and the observation of behavior' A
more comprehensive needs assessment, building upon
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the preliminary assessment described here, will be
conducted at the onset of the project and will lead to the
preparation of a project lmplementation Plan. This Plan,
in turn, will outline the specific procedures for achieving
the goals set forth above.

2, Grant Program Goals, Describe which of the three
Museums for America goals the project addresses'

The proposed project addresses the Susfaining
Cultural Heritage goal of the MFA program.

The specific cultural heritage for which the museum
is steward includes (i) Goleta Depot, the museum
centerpiece and landmark building, now listed on the
National Register of Historic Places; (¡i) the artifacts,
photographs and printed materials that comprise the
museum collections; and (iii) the body of knowledge, the
history, and the traditions that accompany, describe, and
attach value to these more tangible cultural things.

The museum's volunteers help to sustain this heri-
tage in a variety of ways - for example, through their
support of the paid staff in collection care and manage-
ment, housekeeping and building maintenance (Our
UCSB interns, for example, help to maintain the collec-
tion records, conduct condition reports, etc.). Volunteers
also assist with the research associated with these
heritage items (A volunteer recently completed back-
ground research on the museum's caboose, for exam-
ple.) and also aid in the development of exhibits that
utilize and interpret these items.

Because many volunteers have greater access to the
historical landmark and items on display than does the
general public, it is crucial that they have been appropri-
ãtety trained to understand how collection items should
be treated. In addition, these volunteers serve a crucial
buffering role in safeguarding these resources from theft,
vandalism, and any mischief that could be caused by
museum visitors.

Volunteers also act to preserve the museum's
cultural heritage indirectly - by freeing up the paid staffs
time for collections care, research, publications, exhibit
work and other activities related to the museum's cultural
stewardshiP.

But sustaining cultural heritage is more than just
preserving or conserving these material items and
informational resources in a physicalsense. Sustaining
cultural heritage must also mean ensuring that these
items continue to be valued by their communities and
constituent groups ... that their symbolic meaning and
intrinsic value is neither lost nor ignored.

The museum's volunteers serve this essential
function because they are the institution's primary means
of communicating information aboutthese cultural things
to the general public. Indeed, it is estimated that about
80% oitne contacts between museum personneland its
audiences (more than 20,000 persons annually) involve
volunteers rather than paid staff. Moreover, because the
museum shares the building and most of its collections
through period-room presentations rather than conven-

tional case-"no-t, displays (for which there is little
available space), the printed word is far less important
than verbal interpretation provided by volunteers in
delivering cultural-heritage information to our audiences.
Of course, the fact that the heritage message is coming
from a living, breathing person adds a measure of poi-
gnancy that few labels can match.

Finally, volunteers demonstrate by powerful example
how valuable these cultural things are: The gift of the
volunteer's own precious time, making the act of sharing
possible, is an unmistakable testimony to how important
these items and ideas are, how much they are treasured.

3. Describe how your proposal relates to your mission
statement and strategic plan. Describe how the project will
serue as an investment in capacity. Discuss the long'term
impact of this project after funding ends.

Relationship of Proiect to Statement Of Purpose
Volunteers have always been a vital componentof the

South Coast Railroad Museum's strategy for achieving its
objectives, as they are expressed in its Statement of
Purpose. In part, this is a reflection of the enormous
commitment of time that the museum's volunteers devote
- an impressive total of about 5,1 00 hours annually. But,
the volunteer corps' is important not only because of the
number of hours that they give, but also because of the
nature ol tt'tose hours - the vast majority of which involve
face-to-face interactions with the general public. Most of
these contacts between volunteer and visitor involve the
delivery of nearly all of the educational and recreational
opportunities, activities and services that are referenced
in the Statement of PurPose.

The Statement of Purpose also stresses the impor-
tance of professionalism and program excellence as
museum ideals. lt is imperative thatthe volunteer program
be an integral part of this campaign for excellence'
Accordingly, the objectives of professionalism and excel-
lence have been incorporated into the specific project
goals outlined above (See, for example, Goal#8)'

Relationship of Proiect to Long-Ranqe Plan
Volunteers are mentioned repeatedly in the museum's
Long-Range Plan (LRP), further underscoring the impor-
tanCe of the volunteer program to the ultimate achieve-
ment of the museum's mission.

Underthe topic of "Building And Maintaining A Strong
Organization,' the volunteer program is the subject of five
specific LRP elements. These include:
1'. Evaluate the tong'term role of volunteers versus paid

staff in carrying out the museum's mission.
2. Enhance and maintain a regular program of volunteer

recruitment, orientation, continuing training, and
evaluation.

3. Train se/f-se/ecfed volunteers as "operations and
safety officers." Insure that a senior staff member or
safety officer is atways present during museum hours'

4. Determine the minimum number of volunteers required
in each area to maintain all museum visitor functions'
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Keep volunteer strength in all areas at one person
more than these minimums.

5. Establish an organizational format that will give
volunteers with the desire and ability to lead the
opportunity fo do so.

The volunteer program is also the subject of one of
the LRP elements under"Professionalism in Collections
Care & Management." Specifically,

6. Determine the volunteers' role in collections care and
management, including landmark maintenance, and
implement a suitabte program with appropriate train-
ing and superuision.

All of these specific LRP goals are important to the
achievement of the museum's mission. Many are vital to
the very survivalof the organization. All six elements are
addressed in the proposed project. Most central to the
project, of course, is the second element ("Enhance and
maintain a regular program of volunteer recruitment,
orientation, continuing training, and evaluation.'), which
unquestionably has the most far-reaching consequences,
both for the museum and for the public that it serves.

An lnvestment in lnstitutional Capacitv
The proposed project will contribute substantially to the
museum's institutional capacity, by improving and
enhancing an existing museum asset - the volunteer
program - that has proven to have a major impact on the
muðeum's organizational and financial strength and its
ability to deliver quality public programs and services'

The impact of the volunteer program, in its present
form, on the museum's audiences and program services
has been discussed above. Simply stated, becausethey
give so many hours and are responsible for such a large
éhare of the total visitor contacts, the volunteers make it
possible for the museum to do more, to serve more
people, and to deliver more programs and services than
would be possible if the museum had to rely entirely on
paid staff and its limited financial resources.

The effects that the volunteer program has on the
museum's financial condition and its ability to grow or to
withstand economic challenges take a numberof forms'

First and most importantly, the volunteers relieve the
museum of an enormous share of the financial burden
that would need to be borne if the museum had to pay for
all the skilled labor that the volunteers supply (lf, for
example, one applies the $17.19 per hour rate that the
National Park Service, a museum program partner, uses
to value its volunteers, the 5,100 hours that the mu-
seum's volunteers donate each year would add another

$88,000, or 77o/o, to the museum's annual operating
budget of about $1 1 3,000).

Slcond, the volunteers have an indirect effect on the
organization's financial strength and growth-potential
betause their contributions of time allow the museum
staff to concentrate theirefforts on other pursuits, includ-
ing fund+aising, program development, marketing and
audience building.

Finatly, *n"nÇ volunteers do their job well, it is
reflected in higher return-visitation rates, more donation-
box contributions, more visitors choosing to become
members, and in other ways that affect the bottom line'
Moreover, the volunteers have proven to be important
financial supporters of the museum in their own right.

The proposed project is designed to improve and enhance
this valuable program, magnifying its effects on institu-
tional capacity. Consider these examples:

t The project's first goal is to increase the number of
volunteers. This will have two main effects: (i) it will
allow program enrichment and/or expanded schedules
for visitation and use, (ii) it will free up more staff time
for those activities that make the museum better,
stronger, and more able to meet any challenges -

fund-raising, planning, program development, care of
collections.

/ Expanding the diversity of the volunteer corps - Goal
#2 - will enable the volunteers to communicate with
and relate to a broader and more varied audience.

/ 
'fwoof the project goals, #3 and #4, focus on improved
training - orientation, specialized training and continu-
ing education - all of which will make the museum
more effective in delivering the wide range of programs
and services that are the volunteers' responsibility'

Similarly, the other project goals will also help to make the
the museum stronger and better able to serve its commu-
nity and constituents.

The Proiect's Long-Term lmPacts
The museum has a vested interest in seeing that the
changes broughtabout by the proposed project ar9 lasting
ones, continuing well beyond the period of IMLS funding'
This concern is reflected throughout the project goals'

/ Goal #9, for example, focuses broadly on the impor-
tance of maintaining consistency in the volunteer
program, and on persistence through time.

Z bimìlarly, written materials (Goal#5) are one important
means óf ensuring that today's successes are not lost,
today's failures not forgotten. They provide an enduring
recoid of individual and group achievement, of prob-
lems and their solutions.

/ Volunteerretention and rewards (Goals#6 &#7\areol
great value because they will help to guarantee a
ãtaOle volunteerforce, one thatwill persevere through
time.

/ Concern for long-term consequences is also why the
project takes a systemic approach to the volunteer
program. Thus, for example, while we talk about
êxpãnOing the volunteer ranks by a specific number of
new individuals, the project design also focuses on
enduring systemicqualities, such as plans' procedures
and routines -which can help to ensure that success-
ful steps can be repeated over and over again'

* * *
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4, Describe howthe institution arrived at its strategic plan,
including the planning process and participants. Describe
how institution's financial resources support its strategic
plan and the museum's long term stability.

The process that the museum has used to develop,
review and update its LRP is described in the two-page
summary that precedes this narrative and will not be
repeated here. The summary also describes the Planning
Committee and the other participants in that process -

including staff, trustees, members, visitors, other stake-
holders, and peers in the museum community - and
their respective roles and contributions.

The LRP is built upon the foundation provided by the
museum's Statement of Purpose. Created in 1988, less
than a yearafterthe museum had participated in its initial
MAP review, the Statement of Purpose was an effort to
translate what had been learned from MAP about mu-
seum standards and best practices and apply these
specifically to the rail road museum, its subject matter and
its current and potential audiences. The result was a
series of related goals and objectives, including educa-
tion, community service, responsible care of collections,
and adherence to high standards of professionalism.

The LRP, in turn, resulted from a methodical line-by-
line examination of the Statement of Purpose and a
lengthy discourse by the museum's long-range planners
over how the various goals set forth in the Statement
could be achieved. The decision to use AAM accredita-
tion as the guiding framework for the LRP also came
from our MAP experience and the recognition that
accredited museums could be used as models for
achieving the goals set forth in the Statement of Purpose.

Relationships Between Financial Besources. Lonq-
Range Plan and Lonq-Term Stability
The museum's LRP, its financial resources and the
organization's long-term stability are closely interrelated'
Nowhere is this more clear than in the LRP, itself, in
which financial strength is identified as both (i) a funda-
mental institutional goal in its own right and (ii) a neces-
sary condition for achieving all of the museum's other
objectives.

The critical importance of financial resources ls
underscored by the preeminence of "Building And
Maintaining A Strong Organization' in the LRP' This
initial LRP section includes numerous elements that
relate directly or indirectly to the organization's financial
strength, including goals relating to balanced budgets,
finding new sources of income, increasing annual
revenue and support, and enlarging the museum endow-
ment.

The Plan designers understood thatfinancial strength
was essential to the museum's survival and to the
realization of its educational and other goals. That is why
they wrote, "Organizational strength and stability are the
ways and means of achieving the museumþ mr'ssr'on'
The organization must have sufficient financial and
human (staff, trustees, and volunteers) resources to

-
susfarn operationVand to maintain its educational and
conservation prog rams and activities'"

It is no coincidence that the goal of financial stability
stands at very top of the LRP elements list To wit "1.
Budget. Maintain batanced budget and increase annual
revenues and support as needed to achieve staffing and
other goals."

It is noteworthy that this economic focus has been
proving successful: After a succession of operating-
budgetshortfalls, the museum is nowproving itself ableto
achieve balanced budgets. The accompanying financial
statements, for example, show that the museum attained
an operating surplus of about$1,800 in FY2002-03' which
was increased to about $7,400 in the most recently
completed fiscal year. Over that two-year period, the
museum also added over $20,000 to its net worth.

These financial successes, in turn, are now permitting
the museum to turn more of its attention toward program-
related matters, with the operating surpluses supplying the
funds to make these program additions and improvements
possible.

5. Describe the proposal's intended audience and how the
project will serve this audience. Briefly describe your area's
ilemographics and how this intended audience fits within
the institutional strategic plan.

There are two audiences of relevance to the project (i) the
broad general-public audience described in the museum's
Statement Of Purpose and (ii) the volunteers, themselves'

The Statement of Purpose asserts that the "museum
seeks to educate att ages and segmenfs of the general
pubtic." And, especially in light of its relatively specialized
subject matter, the museum has done a comparatively
good job of reaching this wide, generalaudience'- 

This, however, has been no accident. We constantly
strive to expand our visitor base and to reach a more
diverse public, by exploring new ways to markel- the
museum and by developing new programs or modifying
existing ones io better attract and serve the general
public. Admission is by donation and the majority of
programs are free - which helps to keep the museum
available to the widest possible audience' For this reason,
the museum'saudience includesa high proportion of low-
and medium-income families.

Similarly, we knowfrom occasional surveys, aswellas
from anecdotal evidence, that the composition of the
museum's audience tends to mirror the ethnic/racial
makeup of Santa Barbara County - Whitg 7c'7Yo;.His'
panic/Latino 34.4o/oi Asian/Pacifi c 4'1o/o', Black/African-
Âmerican 2.3%; Other 1.4To- (The percentage totals
exceed 100% [i.e., 114-9%l due to category overlap,
especially for White and Hispanic/Latino)' Based on
figures fróm the 2000 U.S. Census, the Goleta community,
itðeff, is somewhat less diverse (White 78'60/o,
Hispanic/Lajiino22.3o/oiAsian/Pacific6. o/oiB|acuAfrican

American 1.3%; Other 2.3o/o).
The southern portion of Santa Barbara County, includ-

ing the city of Santa Barbara and the suburb of Goleta
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(which incorporated in 2002), is also categorized by a
relatively high percentage of retired persons (14.60/o oi
Goleta residents are 65 or over) and college-educated,
the latter reflecting the presence of the Univ. of Calif.,
Santa Barbara campus and other nearby institutions of
higher learning, as well as the large number of research-
and-development firms in the Goleta Valley. Median
household income is over $60,000 in Goleta, but that is
more than matched by a high cost of living, with median
home prices in the $950,000 range.

For the proposed project, it is useful to divide both its
audiences into categories, by differentiating between
actua I or c u rrent audiences (those a I ready pa rtici pati n g
in museum programs) versus potential audiences
(those who do not presently take part). Thus, there are
four sub-groups of interest (i) current (actual/continuino)
oeneral audience, (ii) ootential qeneral audience, (iii)
current (actual/continuinq) volunteers, and (iv) potential
volunteers. The project will serve the needs of each of
these sub-groups in somewhat different ways. Let's
consider each in turn.

{i} Gurrent GeneralAudience. The needs of the mu-
seum's current general audience include a need for
programs and activities that contribute to the ouality of
life through pleasant diversions and experiences that are
enriching and informative. The proposed projectwillhelp
to fulfill this need by ensuring that the museum's re-
sources are shared by better trained and more able
volunteers (Goals #3 and #4) and by augmenting the
museum's capacity for offering a wider menu of program
choices and/or expanded schedules of program availabil-
ity (Goal #1). Most of the other project goals (see, for
example, #8 and #9) will also improve the volunteers'
ability to effectively serve the museum's general audi-
ence, which should result in greater visitor satisfaction,
higher rates of return visitation and other desirable
audience impacts.

The breadth and diversity of the museum's current
general audience demands that the volunteers be able to
communicate the museum's themes and subject matter
in a way that connects with the daily lives of a wide range
of people - young and old; male and female; local
resident and tourist; rail fan or history buff as well as
someone with little interest in our subject matter.

Allaspects of the proposed projectwill concentrate on
this seminalneed. The recruitmentprogram (Goals#1 &
#2), for example, will seek out volunteer candidates who
(i) possess the requisite interpersonal skills to meet this
challenge and (ii) complement the existing volunteer
corps. In turn, the programs of orientation (Goal#3) and
continuing education (Goal #4) will be designed to
sharpen these communications and social skills, while
the programs of supervision and evaluation (Goal#8)will
help to discover vol unteer-program shortcomings, as well
as to identify specific personnel problems.

(ii) Potential GeneralAudience. The museum's poten-
tiat general audience - those people who could be but
are not currently being served - is also an important

projectfocus. Ü,Çs¡" need of this potentialaudience is
to be included in the museum experiences that now
benefit others. The proposed project will serve this need
by increasing the museum's capacities (especially Goal
#1), creating new opportunities or expanding existing
ones, thus allowing more potenfialaudience members to
become current recipients of the museum's services.
Similarly, adding diversi$ to the volunteer group (Goal#2)
will improve the museum's ability to reach a broader, more
inclusive general audience.

(iii) Gurrent Volunteers. The proposed project's other
audience consists of the volunteers, themselves, but it
would be incorrect to consider them an entirely separate
group of people. Rather, the volunteers are a subset of the
museum's wider, general audience, who benefit from the
same educational and recreational experiences as these
other museum beneficiaries. Indeed, the museum's volun-
teers are, in a sense, elfte educational recipients because
of the exclusive training and additional experiences that
they undergo.

In addition to their personal educational needs, the
volunteers needs include: (i) to be productive, (ii) to be
acknowledged and appropriately rewarded fortheir efforts,
(iii) to be given the tools and resources necessary to do
the best possible job, and (iv) to feel satisfaction with their
museum experience. The nine project goals address all of
these volunteer needs.

(iv) Potential Volunteers. Unlike its current general
audience, the museum's current volunteer group differs in
significantways from the local populations. The proportion
of Hispanic/Latinos among the current volunteers, for
example, is substantially lower than the 22Vo-35o/o rc-
ported forthe city and coun$, respectively. Similarly, only
about 38o/o oÍ the current volunteers are female and the
group also includes a disproportionate numberof seniors.

The project goal of diversifying the volunteer base (#2)
willwork to make the specia! opportunities and rewards
that are reserved for volunteers something that more
people in these and other under-represented groups can
enjoy.

6. Describe the time allotted for proiect actlvities, and how
these fit into the museumns overall activities. Discuss the
budget for completing these activities.

The proposed project will be implemented over an esti-
mated 2O-month timetable. This schedule is outlined in the
accompanying Schedule of Completion. The distribution
of project hours by participant and task is detailed in Table
1 (page 2 of the Budget Justification). Project activities
and methods include:
Literature Review/Backqround Research. A study will
be conducted of books, articles, internet sources, sample
handbooks and other documents from other museums,
and other resources that offer plans and best-practice
recommendations for the design, implementation and
maintenance of a museum volunteer program.
Proiect Committee. A committee comprised of the
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museum director, other staff, volunteers, museum mem-
bers, board representation, and other stakeholders will
be formed. lts tasks will include providing direction to the
planning process, drafting project documents, and
serving as project liaison to the board of trustees, rank-
and-file volunteers and other relevant groups.
Consultation Professionals from the local museum and
non-profit communities will serve as consultants to the
project. Their duties and planned contributions are
described in Section 7, below.
i¡{eeds Ássessmenf. Using the current volunteer pro-
gram as a starting point - and building upon the prelimi-
nary needs assessment described in Section 1 - a
comprehensive assessment of needs and opportunities
will be cómpleted. The Needs Assessmentwill be a more
formal and exhaustive treatment, including a detailed
review of museum visitors, other segments of the mu-
seum's general audience, and the volunteers, them-
selves, with an emphasis on the needs and requirements
of each group. The assessment will also examine the
audience-volunteer relationship and how it may be
improved and enhanced. Some of the data for this
portion of the assessment will come from interviews and
questionnaires administered to volunteers and represen-
tative members of the museum's broader audience.

The Needs Assessment will also include a review of
volunteer-program personnel, plans, procedures, poli-
cies, and other written materials. This revised and
expanded Needs Assessment will form the groundwork
for all subsequent project activities.
tmptementatíon Plan Development of the project
lmplementation Plan will involve a multi-step process of
drafting, review, testing and revision (See Schedule of
Completion regarding the sequence of activities and
allotments of time). All volunteers and other stakeholders
will have opportunities to review and comment on the
initial "Preliminary Draft lmplementation Plan.' The
resulting Plan redraft ("Draft lmplementation Plan") will
then receive extensive evaluation during a trial period in
which all lmplementation Plan elements undergo pilot
testing (see Schedule of Completion: Evaluation/Trial
lmplementation). The final lmplementation Plan will be
based on the successes and failures of this evaluation
process and will be formally approved and adopted by
ifre Board of Trustees, with recommendations from the
Project Committee and director.

õarrying out the details of the lmplementation Plan
w¡ll invótvé a wide range of activities, covering the six
major areas (i.e., recruitment, orientation, continuing
edúcation, supervision, evaluation and retention.) and
focusing on the nine goals described in Section 1.

The Þlan will contain a strategy for finding and recruit-
ing the kinds of volunteers that are needed at the mu-
seum; a protocol for the orientation of new volunteers;
specificaiions for specialized volunteer training and for a
re-energized program of continuing education for vo.lun-
teers; aãiscussion of how the volunteer program and the
volunteers, themselves, can and should be supervised
and evaluated; a procedure for volunteers to use in

renewing ftte¡r ctitment of service to the museum;
specification of the resources that the volunteers need to
do their job; and a system of incentives and benefits for
acknowledgin g and rewardi ng m useu m volunteers.

The Plan will also call for the drafting of new and
revised written materials, including oolicies, ouidelines
and procedures,Igpg¡!!¡g@ (for recording volunteer
activity, daity visitation and use counts, procedural check-
lists, incidents and accidents, supply shortages, etc.) and
resource materials (containing facts and background
information that volunteers may use for interpretation,
answering visitor questions, or their own edification).

Among the most important of these written materials
will be a new Volunteer Handbook, which will become the
essential reference for all museum volunteers. lt will
contain basic information about such topics as the mu-
seum's mission and programs; histories of both the
museum and the landmark building; description of the
organization's structure and manner of operation; sources
of revenue: and discussions of the volunteeis role,
qualifications, duties and responsibilities (e.9., ensuring
visitor safety, representing and promoting the museum,
providing ed ucational and recreational services, etc.), and
benefits. Appendices to the handbook will include many of
the project's otherwritten products (e.9., grievance policy
dress code, or emergency procedures).
Evatuation Evaluation will occurthroughout much of the
project, from the testing of specific reporting forms to the
more comprehensive assessment of the entire (Draft)
lmplementation Plan during the Trial lmplementation. lt
will also include statistical and other formal comparisons
of actual results versus the outcome targets set forth in
the lmplementation Plan.

The proposed project should fit well within a museum
environment that is already rich with volunteer activity,
including constant staff-volunteer and volunteer-public
interactions. This situation should, for example, greatly
facilitate on-the-job testing of contemplated changes in
procedures or comparisons of new versus old reporting
iorms or policies. We expect that project activities will
engage and stimulate volunteers and staff, alike, and that
the projectwill be a healthy preoccupation at the museum
throughout its course.

Thê budget for the proposed project is discussed in
detail in the Budget Justification section. The allocation of
personnel time for the various project tasks is in line with
ihe museum's capabilities, which will help to ensure that
all tasks are completed successfully and in a timely
manner. Nevertheless, every effort has been made to
keep the budget moderate and to avoid any unnecessary
expenses. Ample use of existing staff members will
contribute importantly to the museum's continued financial
well-being (see Budget Justification for further discussion
of this point), as well as providing the project with core
personnelwho have extensive knowledge of the existing
volunteer Program.

The budget plan also calls for the judicious and cost-
effective use of consultants, who will be brought in at key
points, where they will serve as project facilitators and
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advisors who can bring a fresh, outside perspective to
the tasks of program review and reformulation. Two of
the consultants are donating their services to the effort,
and the projectwill incur no travel costs for David Smith,
the only consultant who lives outside of the local area.

7. Describe the project personnel, their qualifications, and
how they will accomplish the project tasks, especially lf
they are current staff with other duties.

Key projectpersonnelinclude (i) museum staff members,
(ii) consultants and (iii) volunteers (See Table 1).

(il Project Leadership: The Museum Staff. All three
members of the museum's paid staff currently work
closely with the volunteers and the volunteer program.
Each is responsible for different aspects of volunteer
orientation, training and incentive programs. All will
participate in the proposed project. Their work on the
project will come from that portion of the staffs time that
is dependent on grants and other "soft money" sources
(The Budget Justification includes a detailed discussion
on this point.).

As the railroad museum's founding administrator, the
director has traditionally taken the lead in the develop-
ment of the volunteer program, a role that he will con-
tinue to play as the project's principal investigator. He
has an extensive background and experience in the
areas of evaluation and research design (including
sampling, data collection, measurementsystems, testing
and analysis) - all valuable skills for the project. He has
also co-authored an article on the design and imple-
mentation of an educational program (See Coombs
1977b, in his resume, Page 2, under "Selected Publi-
cations'). The director will chair the Project Committee,
prepare all written-materials drafts and design the project
evaluation program.

The assistant director has also worked with the
volunteer program for over 20 years, mostly as the
program's volunteer coordinator. She has participated
hand-in-hand with the director in the creation of nearly all
aspects of the program. The resource development
coordinator's current duties include volunteer recruitment
and maintaining the staffing calendar. The assistant
director and resource development coordinator will both
siton the ProjectCommittee, will prepare recommended
items for inclusion in the Needs Assessment, will be
responsible for early review of all printed-materials drafts,
and will assist in the Evaluation and all other aspects of
the project effort.

(äl The Role of Proiect Consultants. The project will
utilize the expertise of five consultants, who will serve as
facilitators of the project-planning process. Their duties
and responsibilities will include meeting with and advis-
ing the director and Project Committee; contributing to
the Needs Assessment by making recommendations
regarding observed problems, deficiencies or opportuni-
ties; suggesting courses of action; and reviewing draft
printed materials and evaluation results.

Three of tn" 
"t 

ltants (Connie Buxton, Sally lsaac-
son and J.P. Wilson-Kirkpatrick) arefrom localmuseums,
where each has played a major role in the development
and operation of their institution's volunteer program.
Buxton and lsaacson have both been classroom teachers
and each now serves as director of education at a leading
Santa Barbara area museum. Wilson-Kirkpatrickwas the
founding volunteer coordinator at the Santa Barbara
Maritime Museum, where she developed a volunteer
manual that has been adapted for use at several other
local museums and nonprofit agencies.

The fourth consultant, David Smith, has worked with
the museum and many of its existing volunteers through
the museum's educational partnership with the National
Park Service's Trails & Rails Program (which now co-
sponsors the museum's Amtrak program). Smith's duties
as volunteer coordinator for the Juan Bautista de Anza
National Historic Trail bring him into contact with a wide
range of volunteers and volunteer programs throughout
much of California and Arizona.

The project will also utilize the services of a consultant
from the Nonprofit Support Center of Santa Barbara
County specifically during the Needs Assessment. Institu-
tional needs assessment is a specialty of the Nonprofit
Support Center.

All five consultants will be of great value to the project
for their extensive backgrounds, their experiences with
diverse volunteer programs, and for the alternative
viewpoints they can bring to the project.

läil Pa¡ticípation Bv Volunteers. The museum's volun-
teers will also play a central role in the redesign of their
program. Their contributions to the project will take a
number of forms:
/The Project Committee will include a minimum of three

volunteers. All current volunteers will have the chance
to serve on the committee; some of the museum's most
able volunteers will be urged to join.

/ Regular (monthly) meetings of all volunteers and staff
will be held during which project progress will be dis-
cussed and volunteer input sought.

/All volunteers will receive draft copies - for review and
comment - of the lmplementation Plan, Volunteer
Handbook and all of the printed materials that volun-
teers will ultimately use on a routine basis. Volunteers
serving on the Project Committee will be asked to
review all plans and other printed materials.

/Volunteers will also participate in the project through
their responses to interviewand surveyquestions during
the Needs Assessment.

/Selected volunteers will also assist in data collection,
including the administration of questionnaires to visitors,
other audience members, and potential volunteers.

/Volunteers will also be important to the Evaluation -
through before-and-after comparisons of their attitudes
to various aspects of the volunteer program, as well as
via the testing of procedures, reporting forms, and other
project elements.
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Project Budget Form

Name of Applicant Organization

SECTION l: SUMMARY BUDGET

South Goast Railroad Museum
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Project Budget Form
SECTION 2: DETAIIED BUDGET
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Budget Justification

The roles of the museum's paid staff members are described in Section#7 of the Project Narrative.
The accompanying table (Table 1) shows the estimated distribution of hours for each staff member
by project task.

Significant portions of the paid-staffs regular-duty hours are currently spent on program grants.
Indeed, this has become an essential ingredient of the new financial strategy that has allowed the
museum to right itself financially. This commitment to grants income is especially true of the
director's position: As much as 25o/o of his salary now depends on "soft money" (i.e., grants and
contracts) funding. Over the 20-month project period, the budget calls for approximately 11 .8o/o ol
the director's full-time position to be devoted to the proposed project. Similarly, the assistant
director will expend about 9.2o/o ol her S/8-time position on the project over the 20 months, while
about 9.7% of the resource development coordinator's time (which averages about 75 hrs./month)
will be applied to project tasks. These commitment levels are consistent with the amount of time
that each staff member will have available for grants work during the project period. This will be the
museum's only major program grant in progress during this time-frame.

The hourly rates for staff members include an expected 4% cost-of-living increase. The fringe-
benefits rates include a base rate of 17 .28o/o (FICA 6.2o/oi Medicare 1.45o/o, Calif. unemployment
ins. 3.1%; state disability ins. 1 .18o/o; worker's comp. 5.25o/o; Calif. ETT 0.1o/o) plus vacation & sick
]eave(8%forCandmedjcalinsurance($285/mo.forIand$299/mo.for
lI, which translate to rates of 1oo/o forl- and2}o/o for¡¡.

The museum has about 55 regular volunteers, all of whom will participate in the project in one
capacity or another. These various duties are described under Section #7 of the Project Narrative,
which also outlines how consultants will be utilized on the project. The accompanying Table 1
indicates the anticipated distribution of consultant and volunteer hours by project task.

The rates shown for the project consultants are their normal rates or, if a rate does not exist, the
consultant was asked to set a rate based on his/her salary and benefits. The hourly rate for
volunteers is the National Park Service's VIP ("Volunteers In Parks") rate, which the railroad
museum uses when placing a dollar value on the contributions its volunteers make to the
interpretive program aboard Amtrak's Coasf Starlight, a project cosponsored by the National Park
Service.

The (maximum) 157o overhead rate used in this budget is under the 20o/o rate approved for the
museum's 2003 IMLS Learning Opportunities Grant. We have no negotiated federal rate, however.

IIis a federal-government employee. However, the time that he will devote to the project
is personal (off-duty) time. Therefore, we are not matching federal grant dollars with other federal
dollars for this budget item.

The mileage item in the budget is for local miles traveled by all project personnel, principally for
meetings, at a rate of 35 cents per mlle.

The food supplies included in the budget are refreshments for meetings. The'incentive items" in
the budget are volunteer appreciation items (mementos, framed certificates, greeting cards, field
trips etc.). We have budgeted $12 per person (67), which includes new volunteers, recruited in
fulfillment of Project Goal#1

The meeting-room budget expense is for 16 meetings held at the Goleta Library at the nonprofit
rate of $35/meeting. No indoor space at the museum site can handle more than 15 persons.

The budget includes the purchase of five books that will be used during the Literature Review
phase of the project. These are (i) The Effective Management of Volunteer Programs by Marlene
Wilson; (ä) The Docent Handbookirom the National Docent Symposium Council; (iii) Ihe Volunteer
Recruitment (& Membership Development) Book by Susan J. Ellis; (iv) Leadership & Management
of Volunteer Programs: A Guide for Volunteer Administrators by James C. Fisher & Kathleen M.
Cole; and (v) The (Hetp!) l-Don't-Have-Enough-Time Guide to Volunteer Managementby Katherine
Noyes Campbell& Susan J. Ell is.


